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I.
II.
III.

Minutes
Announcements
Reports
CSU Academic Senate (Hale, Kersten, Olsen)
Foundation Board
President's Council

IV.

Committee Reports
Budget (Lamouria)
Constitution and Bylaws (Rogalla)
Curriculum (Sparling)
Distinguished Teacher Award ( Ruehr)
Election (Mosher)
Faculty Library
Fairness Board (Hanson)

V.

VI.

General Education & Breadth (Scriven)
Instruction (Ryan)
Long Range Planning (French)
Personnel Policies {Andrews)
Research (Gamble)
Student Affairs (Forgeng)

Business Items
A.

Resolution on Sabbatical Leaves (Andrews/Personnel Policies)
(Attachment)

B.

Resolution on EMSA's (Andrews/Personnel Policies)
(Attachment)

Discussion Items
A.

Role and Status of Department Heads
(Attachment)

ACADEMIC SENATE
of
CALIFDRNIA POLYTECHNIC STATE UNIVERSITY, SAN LUIS OBISPO

RESOLUTION ON SABBATICAL LEAVES
In view of the fact that nothing was done last academic year to prepare for the
implementatiuon of the MOU requirements regarding sabbatical leaves, 1984-85
Personnel Policies Committee of the Academic Senate proposes the following:
WHEREAS,

The MOU supercedes CAM in regard to sabbatical leave with pay
requirements; and

WHEREAS,

New policies, criteria, and procedures have not been developed
by all departments and schools, nor on a University-wide basis .
for 1984-85; and

WHEREAS,

Previous practice has been to allocate sabbatical leaves with
pay to schools; and

WHEREAS,

The disciplines in the various schools are distinctly different;
and

WHEREAS,

Acquisition of knowledge is of equal importance as is the
creation of knowledge; therefore be it

RESOLVED:

That for 1984-85, sabbatical leaves with pay be allocated
by school, proportionately to the number of applications
received; and be it further

RESOLVED:

That the University-wide SLC shall not disrupt priorities
established by each school unless it can be shown that the
school involved violated its own criteria and/or procedures.
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RESOLUTION ON EXCEPI'IONAL MERIT SALARY ADJUSTMENTS
Currently there is contained within the Unit 3 Collective Bargaining Agreement
(Iv:DU) provision for an Exceptional Merit Salary Adjustment (EMSA). It appears
that such an award, in some fonn and under some similar name, will continue to
exist in CSU. In view of the absence of any provisions for the implementation
of this program through the traditional consultative process, the following
resolution is presented.
WHEREAS,

The concept of a special award for exceptional or outstanding
merit performance is not presently covered by the Campus
Administrative Manual (CAM); and

WHEREAS,

There appears to be some question as to the validity of the
process used in 1983-84; and

WHEREAS,

Those best able to ascertain what constitutes outstanding
service are an individual•s peers; and

WHEREAS,

Those best able to ascertain who has performed in a manner
that meets the definition of outstanding service or perfor
mance are one•s peers; and

WHEREAS,

Authority for awarding such performance awards has been
delegated to the school deans and the director of instructional
resources; and

WHEREAS,

The awards should be allocated pro rata among the schools and
the library; therefore be it

RESOLVED:

That each department and each school develop criteria and
procedures for identifying those individuals within Unit 3
who are considered to have performed at a level considered
to be outstanding; and be it further

RESOLVED:

That said criteria require the level of performance to be that
which would exceed the performance required for promotion if
such performance were sustained for a period of years; and be
it further

RESOLVED:

That said criteria shall include as qualifying evidence of
performance, activities which are student oriented and pro
fessional oriented; and be it further

RESOLVED:

That all nominations received by a department are to be
considered by the department full-time faculty as a committee
of the whole, or by an elected committee, and be rank ordered,
and forwarded along with a narrative statement of the rationale
for said ranking, to the dean through the department head; and
be it further

RESOLVED:

That a school-wide committee review and rank, without inter
rupting the individual department ranking unless it can be
shown there has been a violation of the established criteria
and/or procedures; and be it further

RESOLVED:

That if the narrative rationale is considered by the school
committee to be deficient, the recommendation may be returned
to the department for further documentation and elaboration;
and be it further

RESOLVED:

That should either the department or school committee fail in
its performance of reviewing, evaluating and/or ranking, the
nomination ( s ) shall nevertheless be forwarded to the next
level for action; and be it further

RESOLVED:

That where all levels of review and ranking have occurred, the
dean shall not violate any level of ranking without providing
a written explanation to the appropriate committee.
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WHAT SHOULD THE ROLE AND STATUS OF THE DEPARTMENT HEAD BE?
William Rife, Chair
for the Instructional Department Heads Council

1.

The function of the university's administrative structure is to
facilitate the work of the academic departments.

2.

The differences in character among the academic departments are
so great that no single model of leadership is appropriate to
all of them.

3.

The categories of functions in departmental leadership can be
listed, but their priority is unique to each department.

4.

The unique leadership role for each department should be defined
by that department, in consultation with the dean and provost.

5.

Each department should designate the title of its leader,as head
or chair.

6.

A department's leader should be selected by negotiations among
the department's faculty, the dean, and the provost.

7.

Defining each leader's role uniquely will facilitate the work of
the academic departments, the deans, and the provost.

8.

The implementation of greater freedom of leadership for the
departments should be gradual.

1.

The function of the university's ad~inistrative structure is to facili
tate the work of the academic departments.

The academic administrative structure at Cal Poly is a pyramid.
Responsibili
ty and authority for instruction lie at the base in the faculty.
Legal res
ponsibility and authority are vested at the top in the president, who may
delegate authority downward.
Accountability runs both ways.
The faculty is accountable to the administra
tion for the most effective use of the university's resources; the administra
tion is accountable to the faculty to provide the most favorable environment
for excellent instruction.
Because instruction is creative work, it requires freedom of action.
Until
recently, the freedom of the departments was denied by the reservation of
almost all academic decisions to the president.
It is now agreed that excel
lence in instruction will require that each department be given much greater
freedom for self-determination.
If the academic administration is to be supportive rather than repressive, it
must be designed with the primary aim · of reinforcing the progress of the more
effective departments, rather than policing the mistakes of the less effective
ones.
The administrative model should be positive and designed with the
better departments in mind; the problems of weaker departments should be
treated as exceptions.

2.

The differences in character among the academic departments are so great
that no single model of leadership is appropriate to all of them.

There are forty-nine academic departments at Cal Poly, and the quantitative
differences among them are enormous.
The smallest department has 1.55 faculty
positions and the largest has 48.10.
The number of staff positions per de
partment ranges from 1 to 12, capital inventory from $4,007 to $2,045,784 and
annual operating budget from $1599 to $89,981.
Twenty-nine of the depart
ments, with 383 faculty positions, are in the professional schools, where up to
nearly 100% of instruction is to majors in the department.
In the other
twenty departments, with 401 faculty positions, up to nearly 100% of the in
struction is to non-majors.
The qualitative differences among the departments are greater and more impor
tant than the quantitative ones.
The primary role of the departments in the
professional schools is to provide preprofessional courses for their majors,
~ nd the primary role of the departments in the other schools is to provide ser
vice courses for majors from the professional schools.
In some departments,
most of the teaching is done through laboratory work, and in others no labora
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tory work is done.
Some departments perceive their primary identification as
lying with an industry or with a professional group which is not predominantly
academic; other departments have their identification almost completely within
higher education.
Departments are at very different stages of development.
Some have millenia
of academic tradition, and others are less than a decade old.
Some have fall
ing enrollments and more tenured faculty members than faculty positions;
others have rising enrollments and cannot find enough qualified persons to fill
their faculty positions.
Perhaps most important ror the issue of leadership
roles, some of the departments subscribe completely to the deductive principles
of a line-administration model, other departments are equally convinced of the
necessity for a fully democratic model, and still other departments -- perhaps
a majority of them -- need a mixture of the two forms of administration for
maximum benefit.

3.

The categories of functions in departmental leadership can be listed, but
their priority is unique to each department.

It is possible to prepare a list which comprises most of the functions of all
of the department heads.
The following list is one example.
Academic Functions:

Teach and pursue professional development.

Personnel Functions: Hire faculty members and evaluate them for re
appointment, promotion, and tenure.
Evaluate faculty members infor
mally and counsel them appropriately to their stages of development.
Hire, evaluate, and supervise staff members.
Overall: maintain
morale and provide a model of professional performance.
Managerial Functions: Supervise spending, space allocations, schedul
ing, and manpower uses.
Represent departmental interests to the
administration.
Transmit administrative directives to the department
and implement university policies in the department.
Prepare reports
on departmental performance.
Decide on petitions from students on
such matters as course withdrawals and deviations, and from faculty
members on such matters as leaves.
Governmental Functions: Maintain processes in the department by which
short-range problems can be solved and routine decisions -- such as
those involved in catalog preparation -- can be made.
Maintain pro
cesses by which long-range planning can be carried out to achieve the
department's goals.
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De.v elopment Functions: Raise funds.
Recruit students.
Establish
or enhance relations with alumni, off~campus professional groups, or
industries.

A list of this kind may be useful for some purposes, but if it leads to the
conclusio·n that the positions of the department heads across the university are
substantially the same, i t is seriously misleading.
Such a list is not a des
cription of anyone's job, it is a composite overlay of the jobs of forty-eight
persons.
Misunderstanding of this point has led to much unproduct~ve discus
sion.
The unique needs of each department elicit from among the subheadings of this
list a unique set of priorities which the department head must pursue.
For
example, the head of one department may spend almost all of her time pursuing
professional development, hiring faculty members, helping faculty members
arrange leaves, developing long-range planning, and raising money, while the
head of another department may spend almost all of his time teaching, counsel
ing faculty members, scheduling, and recruiting students.
To string the func
tions of these two persons together on one list and then conclude from the list
that they have the same job, is a foolish mistake, and potentially a harmful
one.
They have .different jobs.
The question of what a department head does cannot be deduced from a job des
cription in the Campus Administrative Manual, it must be arrived at inductively
by identifying what it is that each department head in fact does.
The con
stellation of priorities for the department head will be unique for each de
partment and will change continuously, at a rate which will vary from one
department to the next.
Generalized job descriptions probably provide more
trouble than help.

4.

The unique leadership ·role for each department should be defined by that
department, in consultation with the dean and provost.

It is possible to compile a list of all of the functions of all of the depart
ment heads, but such a list is not a description of the job of any one depart
ment head.
The roles of the individual department heads are unique, and so
diverse that no single job description can be prepared which both honors their
diversity and is operationally useful.
There is no such thing as a job des
cription for the depar,tment head, if that term is used collectively.
Forget
fulness of this point has led to much confusion.

It is sometimes necessary or useful to prepare a job description for the
leadership role of a particular department.
This should be done, for example,
when a new department head is to be appointed, when the role of the department
head has changed markedly in a short time, or when there is disagreement among
concerned parties as to what the role should be.
The identification of the functions of the leadership ·role in a department, and
their priorities, is likely to be crucial to the well-being of the department.
It should be carried out by means of careful consultations among the faculty
members of the department, the dean, and the provost.
A serious job descrip
tion for the leadership role is tantamount to a definitive statement of the
state and future of the department, and it will do much to determine that
future; it should be prepared with thought and care.
I t should consist of a
list, of reasonable length, of the functions essential for a leader of the par
ticular department, with a clear statement as to their relative priorities.
It should include a projection of how those functions and their priorities may
be expected to change over the succeeding few years.
Such a list cannot be exhaustive or precise, and it cannot replace day-to-day
judgment by the department leader as to what the priorities of his or her work
should be.
But the careful, empirical development of such a description will
provide a much more practical basis for beneficial leadership than the abstract
descriptions of the department head's role which are now the official defini
tions.

5.

Each department should designate the title of its leader as head or chair.

The terms head and chair have approximate meanings which are widely recognized
in higher education.
In some departments at Cal Poly, analysis of the leader
ship role will show that the position should be designated as head, and the
faculty will prefer that name; in other departments, the role and faculty pre
ference will require the title chair.
The name we choose should correspond to
the function we designate andtothe view of the faculty members in a given
department as to what is the appropriate term for their discipline.
There is
no need to impose a single term on all of the departments.
The definition and designation of one position as that of head and another as
chair shall not be taken to rank one above the other as to importance or diffi
culty, or to establish a salary difference between them.
The chair of a very
large department may have much more difficult duties than the head of a very
small one.
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Since salary is one of the most important measures of responsibility, the
salary for 'each head or chair position should be individually established, to
be commensurate "With its uniqueness.
As one protection against inequity, a
list of t.he salaries of all heads and c.hairs shall be published annually to all
of them.

6.

A dep.a·rtment•s leader s-h ould be selected by negotiations among the
department's faculty, the dean, and the provost.

The sel.ectio·n of a departmental leader is crucial.
The first step in the
selection process should be the careful preparation of a specific job descrip
tion by the departmental faculty, the dean, and the provost, as described in
section ~ abov&
The job description arrived at should also contain the term
of the appointment, the method by which performance would be evaluated, and the
sa 1 a r y.
I n t he 1 ate r s tag e s of s e 1 e c t ion, the can d ida t e s for the po s i t ion
would enter into further negotiations on all of these matters.
The president holds the legal right to appoint the leader of a department, and
to remove hi~ or her for adequate cause.
In the worst possible case of a
department which refused to undertake negotiations in good faith toward select
ing a leader, the president would retain the right to appoint one.

7.

Defining .eac-h leader• a rol .e uniquely will facilitate the work of the
academic departments, the .deans, and the provost.

The function of administration is to facilitate instruction.
The needs of
each department are unique, and they give rise to a unique set of priority
functions for the leader of the department.
Each department will be served best if the role of its leader is specifically
defined accord-ing to its unique needs.
Each leader will be selected best,
work best, and be evaluated best if his or her position is defined in terms
which addres-s realistically the unique day-to-day demands of his or her assign
ment, and he or she will be frustrated if the description of what is expected
of him or her does not match the reality of what is required.
The dean and the provost can know little of the work of each department head at
first hand.
They will be ill-served by a vocabulary and a set of generaliz
ations which mislead them into believing that the leaders of different depart
ments have the same job.
Decisions based on this oversimplification will be
wrong decisions.
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The role and status of each department leader will be unique and should be
uniquely defined.
Recognizing the uniqueness of each leader's role wtll make
the perceptions of the deans and the provost truer, and it will give to the
academic departments some measure of the freedom which creative work requires.

8.

The implementation of greater freedom of leadership for the departments
should be gradual.

The process of defining the leadership role according to the needs of each de
partment, by consultation among the department faculty, the dean, and the
provost, should occur either (a) as the department head's position becomes
vacant or (b) as the department faculty, the department head, the dean, and the
provost may agree, beginning in September, 1984.
(From 1973 to 1983, an
average of about five new department heads per year were appointed.)

)
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